





Training your S2 Section 


in 


Battle Command








Battalion and Brigade commanders are often at a loss on how to train their S2 Sections.  They know what they want, but few have the time,  inclination, or expertise required to establish an adequate training program.   S2 section training normally has the lowest priority because it has the lowest visibility in an organization that is “Doing More Peacetime Administrivia With Less Soldiers Available”.    Further, most Field Training Exercises and Command Post Exercises utilize the Intelligence situation as a Condition, rather than a Task.  For instance,





	TASK: Conduct a deliberate attack.





	Condition: Against an defending enemy company in prepared positions, with 48 hours planning time.





Because the task is “Deliberate Attack”, the general consensus is that the commander must have a 80-95% read of the enemy positions, otherwise the mission is “Movement to Contact”.   The S2 section is fed whatever information is required to achieve the stated condition, regardless of what this might do - or not do - for their internal training.








Enclosed is an approach to help focus S2 Section training.   There are three parts.





Part 1 - Tasks for Battle Command contains Tasks, Conditions & Standards for training the S2 Section to integrate fully with the staff in mission planning, organized into three parts: See the Battlespace, See the Enemy, See Yourselves.





Part 2 - Applying the Tasks explains a more precise approach to categorizing the difficulty level of training than the traditional “Crawl - Walk - Run”.





Part 3 - How Commanders can train the Intelligence BOS  is an expanded version of Appendix C, “Intelligence Training Tips for Commanders”, FM 34-8 Combat Commander’s Handbook on Intelligence (1993) 








�
Tasks for Battle Command





See the Battlespace





TASK: Focus IPB to solve for critical battlefield unknowns.





Condition:  Given a warning order from the next higher echelon.





Standard:  


	a.  Conduct Common Understanding of the Battlefield (CUB) with your staff.


 	b.  Develop a consensus about what you and the staff know and don’t know about the  battlefield (Terrain, Weather, Socio-Political) for the upcoming mission.  These unknowns are  Information Requirements (IRs).


	c.  Identify to the S2 which of these IRs are critical to you for this mission.  These become Commander’s Critical Information Requirements (CCIRs).


	d.  Determine your Area of Interest and Battlespace.


	e.  Ensure these CCIR are all accounted for in one of the following ways:


		1)  Answered in the Intelligence Estimate briefing.


		2)  Obtained by you from other sources.  Ensure the information is passed to your S2.


		3)  Wargamed and either eliminated from consideration or converted into a Priority Intelligence Requirement (PIR).  (See criteria for PIR)








TASK: Evaluate the S2’s description of the battlefield.





Condition: Given a warning order from the next higher echelon and having just received the Intelligence Estimate briefing from the S2.





Standard.   You must ensure that the S2’s briefing:


	a.  Reflects the focusing of your CCIR.  The S2 should not just prepare and brief the standard set of templates and products, but should focus his effort on solving your intelligence specific CCIR.


	b.  Addresses the entire Area of Interest.


	c.  Covers the effects of weather on possible friendly and enemy courses of action.


	d.  Covers the effects of terrain on possible friendly and enemy courses of action.


	e.  Covers the effects of light on possible friendly and enemy courses of action.


	f.   Covers the effects of the socio-political situation on possible friendly and enemy courses of action.








TASK:  Apply the S2’s description of the battlefield to the staff planning process.





Condition: Having received the Intelligence Estimate briefing from the S2.





Standard.  You must be able to:


	a.  Identify the decisive points within your battlespace.


	b.  Explain the effects of the current battlefield environment (light, weather, terrain, and the socio-political situation) on your mission.


	c.  Develop commander’s guidance that directs the staff toward formulating friendly courses of action that make the best use of the current battlefield environment. 





�



See the Enemy





TASK:  Focus IPB to solve for critical enemy unknowns.





Condition: Given a warning order from the next higher echelon.





Standard:


	a.  Conduct Common Understanding of the Battlefield (CUB) with your staff.


 	b.  Develop a consensus about what you and the staff know and don’t know about the  Enemy (composition, disposition, strength, significant activities, weaknesses, doctrinal preferences) for the upcoming mission.  These unknowns are  Information Requirements (IRs).


	c.  Identify to the S2 which of these IRs are critical to you for this mission.  These become Commander’s Critical Information Requirements (CCIRs).


	d.  Ensure these CCIR are all accounted for in one of the following ways:


		1)  Answered in the Intelligence Estimate briefing.


		2)  Obtained by you from other sources.  Ensure the information is passed to your S2.


		3)  Wargamed and either eliminated from consideration or converted into a Priority Intelligence Requirement (PIR).  (See criteria for PIR)








TASK:  Evaluate the S2’s description of the enemy.





Condition: Given a warning order from the next higher echelon and having just received the Intelligence Estimate briefing from the S2.





Standard.   You must ensure that the S2’s briefing:


	a.  Reflects the focusing of your CCIR.  The S2 should not just prepare and brief the standard set of templates and products, but should focus his effort on solving your intelligence specific CCIR.


	b.  Addresses the entire Area of Interest.


	c.  Addresses the enemy’s composition, disposition, strength, and significant activities.


	d.  Addresses the enemy’s  weaknesses and doctrinal preferences


	e.  Addresses the enemy’s capabilities and limitations.


	f.   Combines  Enemy Capabilities into multiple Enemy Courses of Action.


	g.  Prioritizes the Enemy Courses of Action by likelihood and danger








TASK:  Apply the S2’s description of the enemy to the staff planning process.





Condition:  Having received the Intelligence Estimate briefing from the S2.





Standard:


	a.  Identify the decisive points within your battlespace.


	b.  Explain the effects of the current enemy situation on mission planning.


	c.  Develop commander’s guidance that directs the staff toward formulating friendly courses of action that:


		1)  Attack enemy weaknesses.


		2)  Avoid enemy strength.


		3)  Integrate the threat with terrain and your current mission.





�
See Yourself 





TASK:  Demonstrate knowledge of available intelligence systems and units.





Condition:   Given a list of Intelligence units and equipment within both your and the next higher echelon’s  task organization.





Standard:   Explain the general capabilities, limitations and employment of these units and systems.








TASK:  Focus the Staff to solve for your critical unknowns.





Conditions:  Given a warning order from the next higher echelon.





Standards:  


	a.  Conduct Common Understanding of the Battlefield (CUB) with staff.


 	b.  Identify all that you know and don’t know about the upcoming mission (IRs).


	c.  Identify to the staff those unknowns that are critical to you (CCIRs).


	d.  Determine your Area of Interest and Battlespace.


	e.  Ensure CCIR are all accounted for in one of the following ways:


		1)  Answered in staff estimates or briefings.


		2)  Obtained by you from other sources.


		3)  Wargamed and either eliminated from consideration, or converted into a Priority Intelligence Requirement (PIR) or a Friendly Forces Information Requirement (FFIR).








TASK:  Provide guidance to the staff concerning the formulation of Friendly Courses of Action.





Conditions:  Having just received the Mission Analysis Briefing from the staff, to include their respective staff estimates.





Standard.    The guidance must be consistent with and take into account:


	a.  The Time, Space and Purpose outlined by your restated mission, next higher commander’s intent, and tasks (Specified, Implied and Essential).


	b.  Known strengths and weaknesses of your units and sub-unit commanders.


	c.  Known friendly limitations and capabilities.


	d.  Integration of Battlefield Operating Systems.








TASK:   Select the best Friendly Course of Action for development into an OPORD.





Condition:  Given the Decision Briefing by the staff, to include respective BOS estimate briefings, more than one formulated Friendly Course of Action,  the staff’s evaluation of the presented Courses of Action and their recommendation to you of one Course of Action.





Standard:  Selected Course of Action must:


	a.  Be consistent with your guidance.


	b.  Make the best use of the Terrain, Weather, and Socio-political situation.


	c.  Defeat all Enemy Capabilities and Courses of Action.


	d.  Attack enemy weaknesses and avoid enemy strength.


	e.  Contain an effective reconnaissance and surveillance plan.


	f.  Contain an effective counter-reconnaissance plan.





TASK:   Evaluate, and then Approve or Disapprove  the recommended list of PIRs.





Condition:  Given the Decision Briefing by the staff, to include respective BOS estimate briefings, more than one formulated Friendly Course of Action,  the staff’s evaluation of the presented Courses of Action, and your approval of one Course of Action with its associated list of PIR.





Standard:  Each PIR must:


	a.  Ask a singe question.


	b.  Have a specific start and end time.


	c.  Be associated with either a High Payoff Target (HPT) from the approved Friendly Course of Action, or a Decision Point on the DST of the approved Friendly Course of Action.








TASK:  Evaluate, and then Approve or Disapprove the recommended list of FFIRs.





Condition: Given the Decision Briefing by the staff, to include respective BOS estimate briefings, more than one formulated Friendly Course of Action,  the staff’s evaluation of the presented Courses of Action, and your approval of one Course of Action with its associated list of FFIR.





Standard:  Each FFIR must:


	a.  Ask a singe question.


	b.  Have a specific start and end time.


	c.  Be associated a Decision Point on the DST of the approved Friendly Course of Action.








TASK:  Evaluate, and then Approve or Disapprove the recommended list of HPTs.





Condition: Given the Decision Briefing by the staff, to include respective BOS estimate briefings, more than one formulated Friendly Course of Action,  the staff’s evaluation of the presented Courses of Action, and your approval of one Course of Action with its associated list of HPTs.





Standard:  Each HPT must:


	a.  Have been selected from the list of High Value Targets corresponding to the briefed Enemy Courses of Action.


	b.  Be supported by a PIR.








TASK:  Evaluate, and then Approve or Disapprove the recommended list of EEFI.





Condition: Given the Decision Briefing by the staff, to include respective BOS estimate briefings, more than one formulated Friendly Course of Action,  the staff’s evaluation of the presented Courses of Action, and your approval of one Course of Action with its associated list of EEFI.





Standard:   The set of EEFI must describe the most sensitive parts of the approved Friendly Course of Action.





�
Applying the Tasks





	There should not be a separate set of tasks for garrison, simulation and field.  Your garrison and simulation training must reflect what you want to see from your unit during field exercises.  The primary difference is the level of difficulty possible in these three environments.  Garrison training will be at a lower level of difficulty  than field training.  One common method of categorizing these differences is as follows:


Crawl �
  Garrison�
�
Walk �
    Simulation�
�
Run �
FTX �
�



This conveys a mental image, but “Crawl”, “Walk”, and “Run” are not standard terms and are therefore vague and  subjective.  A better measure of difficulty is Bloom’s Taxonomy of the Cognitive Domain.





	Bloom’s Taxonomy is a standard system for rating a learning or evaluative experience based on the complexity of thought required to accomplish the task.  i.e. it's "HARD" to memorize the SSNs of 200 people, but it doesn't require complex thought.  It's "EASIER" to read and judge the merits of a 2LT's  essay on tactics, but the cognitive skills are much more complex.  Bloom's Taxonomy is a superb tool for categorizing levels training complexity, and were used on the set of slides brought back from the NTC.  The six levels and an example for each is given below.








Evaluation


Making judgment calls on which solutions or concepts are best and being able to articulate why.





Synthesis


Creating an original work.





Analysis


Breaking down a concept into its basic components and drawing conclusions.





Application


Selecting which facts and concepts are appropriate in a given situation and using them correctly.





Comprehension


Restating facts and concepts in your own words.





Recall


Involves regurgitation of facts and concepts.








Relating Bloom’s Taxonomy to types of training opportunities


�
Recall�
Comprehension�
Application�
Analysis�
Synthesis�
Evaluation�
�
Garrison�
X�
X�
X�
�
�
�
�
Simulation�
�
X�
X�
X�
�
�
�
FTX�
�
�
X�
X�
X�
X�
�



BOTTOM LINE:  Same set of Tasks evaluated at different levels of complexity.


�






How Commanders can train the Intelligence BOS 


q


�
Environment�
See . . .�
�
�
GAR�
SIM�
FLD�
BAT�
ENE�
SELF�
�
 Ensure you conduct force on force free play exercises between battalions.  This will force both S2s to conduct IPB and collection planning against a thinking enemy.  


�
�
�
X�
�
X�
�
�
Always include MI support (jammers, radio intercept, GSRs and interrogation teams) in your training exercises - particularly for free play exercises. 


�
�
�
X�
�
�
X�
�
Always have your S2 produce situational templates before developing an OPORD.  Never accept just the enemy's most probable COA - demand the set of possible enemy courses of action prioritized by likelihood and make him explain how he prioritized them.


�
X�
X�
X�
�
X�
�
�
Always have your staff wargame all enemy courses of action against each friendly COA. Ensure they record the results of the session in a BOS synchronization matrix and a DST.


�
X�
X�
X�
�
�
X�
�
Always have your brigade S2 develop an Intelligence Synchronization Matrix to support your maneuver plan.  (He might be able to include it as part of the BOS synchronization matrix).


�
X�
X�
X�
�
�
X�
�
Always hold your S2 and MI unit commander responsible for meeting the deadlines for obtaining intelligence when you need it.


�
�
X�
X�
�
�
X�
�
Train your S2 and his analysts to make predictive analysis.  Make them explain what they have done to confirm their predictions and to cover other enemy COAs.  


�
�
X�
X�
�
X�
�
�
Always think of your battle staff as a unified team.  Scrutinize their logic  when they present you IPB, friendly and enemy COAs, staff recommendations, etc.  Make them conduct the deliberate tactical decision making process often.  


�
X�
X�
X�
�
�
X�
�
Teach your S2 and his staff friendly tactics.


�
X�
�
�
�
�
X�
�
Conduct staff AARs after free-play exercises.  Make the S2 brief "what he thought happened" before the OPFOR commander briefs what really happened.  Have the S2 thoroughly examine his mistakes in light of the ground truth.  Give him a chance to learn from his mistakes.


�
�
X�
X�
�
X�
�
�
Following your unit's AAR, have the S2 conduct an AAR for the supporting MI unit.


�
�
X�
X�
�
X�
X�
�
At division include language training as a fundamental part of your training and command inspection programs.  Know the language proficiency of your intercept operators and interrogators.


�
X�
�
�
�
�
X�
�
Have the S2 incorporate elements of a contingency threat in all training exercises.


�
�
�
X�
�
X�
�
�
Introduce civilian role players (sympathetic, neutral, and hostile) into your training exercises.  Evaluate how well soldiers identify and deal with each type.  Also evaluate how well your interrogators and CI personnel elicit tactically relevant information from them and report it in a timely manner.  


�
�
�
X�
�
X�
X�
�
Get your S2 "out on the line" often.  Have him brief and debrief scouts, front line commanders, and patrols whenever possible.  


�
�
�
X�
�
�
X�
�
Ensure that the S2 gets to physically see the battlefield to facilitate his understanding of the terrain analysis process.


�
�
�
X�
X�
�
�
�
Incorporate BDA, synchronization, and intelligence reporting into as many training exercises as possible.


�
X�
X�
X�
�
�
X�
�
Ensure that IPB does not become the S2's process alone.  Instead, insist that the entire staff contribute in their areas of expertise.  You need to participate, too.


�
X�
X�
X�
X�
X�
X�
�
Ensure that the S3 briefs the DST when it is presented.  This ensures a fully integrated concept of operations.


�
X�
X�
X�
�
�
X�
�
Make your S2 and S3 train together in the routine development of operations, plans, and measures to support deception operations.


�
X�
X�
X�
�
�
X�
�
Ensure that a field artillery intelligence officer is fully integrated into the G2's targeting cell to incorporate changes in targeting priorities, to emphasize the employment of ECM, and to ensure prompt recognition of targeting priorities.


�
�
X�
X�
�
�
X�
�
Require the integration of the G2 plans section, terrain detachment, and USAF weather detachment with the G3 plans section.  Evaluate their ability to work as a team in effectively anticipating and creatively satisfying future requirements.


�
X�
X�
X�
X�
X�
X�
�
Ensure that the S2/G2 and the MI unit commander work as a team.  The S2/G2  is the senior partner with the MI commander directing the employment of his assets to satisfy the S2/G2's requirements.


�
�
X�
X�
�
�
X�
�
Ensure that the S2 proposes for your approval new PIR each time the situation changes, and that he doesn't enact PIR without your approval.  The same applies to targeting priorities.


�
X�
X�
X�
�
�
X�
�
"Jump" the main command post frequently to train the S2 in measures required to keep track of the battle and execute battle handover with the TAC CP.


�
�
�
X�
�
�
X�
�
Ensure that you and the S3/G3 react to new intelligence provided by the S2/G2 and are prepared to change your concept of the operation based on that intelligence.


�
�
X�
X�
�
�
X�
�
Always make your S2 or G2 answer the "so what" test, and tell you the significance of the information/intelligence he is providing to your plan or concept of operation.


�
X�
X�
X�
�
X�
�
�
Check periodically with your S2, G2, MI unit, and other collection assets to ensure they are working on the same intelligence priorities--yours.


�
X�
X�
X�
�
�
X�
�
Reports from elements in contact rarely contain all the desired elements (SALUTE).  Make reporting a priority training task.


�
�
X�
X�
�
�
X�
�
Ensure your S2 personnel know how to operate their FAISS computer, and that this system is integrated into all exercises as MORE than just a word processor.


�
X�
X�
X�
�
�
X�
�
Ensure your S2 personnel understand the connectivity between CCIRs, IRs, IPB, Wargaming, DPs, HPTs,  PIRs,  SIRs, SORs and RIIs.


�
X�
�
�
�
�
X�
�
Ensure your S2’s set of Enemy Courses of Action is more than just “The enemy will Attack, Defend or Delay”.  Assuming the enemy will probably defend, what pattern for the defense will he use?  Forward or reverse slope?  Counter-attacks from what directions?  How will he employ artillery, chemicals, engineers, ADA, anti-tank...?  The richer the detail, the better the Wargame.


�
X�
X�
X�
�
X�
�
�
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